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ROBERT B. TAYLOR
Chief Probation Officer

COUNTY OF LOS ANGELES
PROBATION DEPARTMENT

9150 EAST IMPERIAL HIGHWAY — DOWNEY, CALIFORNIA 90242
(562) 840-2501

June 24, 2009

TO: Each Supervisor
0 3 P ;
FROM: obert B. Taylor

Chief Probation Officer

SUBJECT: RESPONSE TO AUDITOR-CONTROLLER’S
REVIEW OF PAYROLL AND PERSONNEL

This is in response to the Board's motion of June 9, 2009, Agenda #81-B, directing the
Chief Probation Officer to report back to the Board of Supervisors about staff adherence
to protocols, corrective accountability measures, and compliance monitoring with respect
to overtime, and desk procedures for processing and monitoring industrial accident cases.

Attached is a response to each of the 41 recommendations included in the Auditor-
Controller's (A-C's) report. Twenty-cight of the recommendations have been
implemented, and twelve of the remaining 13 recommendations will be implemented by
the end of July 2009, The one remaining recommendation will be implemented by
December 2009 when we have identified the staffing resources and logistics to implement
the specific control recommended by the A-C.

Overtime Protocol Adherence, Compliance and Monitoring

Approximately eighteen months ago, Probation identified the need for additional staff for
our juvenile halls to address more stringent interpretation by the State Corrections
Standards Authority of staff-to-youth supervision ratios, for the increasing need to
transport youth to external specialty medical appointments, and for the one-on-one
supervision of greater numbers of mentally challenged youth entering juvenile halls who
have episodic self-harming behavior. New budgeted juvenile hall items were provided to
resolve some of these early staffing issues. However, the United States Department of
Justice (DOJ) identified further needs to enhance staffing within the living units of the
juvenile halls. In order to comply with an existing Memorandum of Agreement with the
DOJ, additional staffing had to be provided. As a result of these staffing requirements,
Probation implemented the use of various staffing augmentations, including the use of
overtime, while we aggressively recruited juvenile hall staff.

The Department's recruitment and hiring efforts fulfilled our January 2008 notice to the
Board that we would over-hire juvenile hall staff to address the youth supervision issues.
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We achieved and have sustained these over-hires since October 2008, This is the first
time in many years we have achieved full staffing in juvenile halls, and this is a primary
driver of recent overtime reductions. The over-hires are funded by maintaining vacancies
elsewnere in the Department.

Juvenile hall weekly overtime averaged between 9,500 and 10,000 hours for the first four
months of this fiscal year. Near the end of October 2008, overtime began a rapid decline
to about 1,000 hours less each week than the preceding week as new-hires completed
their training academy. By December 2008, weekly juvenile hall overtime was
consistently under 3,000 hours, and now is near 1,000 hours per week, which is
approximately half of our existing budget target.

Juvenile hall overtime consumption during the first six months of this fiscal year resulted
in an overtime deficit that our dramatic savings rate in the last six months could not
overcome. The Department’s 2008-09 overtime expenditures are anticipated to be 25-
30% less than during each of the prior three fiscal years, and within budget for FY 2008-

10.

The Department is vigorously monitoring overtime each week, and all non-emergency
overtime must be pre-approved at the level of Assistant Superintendent or higher. We
have implemented overtime logs to compare to pay-period timecards, and established
follow-up reviews for deviations from protocols. Additional details about our overtime
monitoring are described within the attached recommendation status report.

Probation policy reflects that we will pursue corrective disciplinary action against those
who violate overtime protocals, including the need for pre-approval. We cannot discipline
staff for exceeding overtime limits when the overtime worked was pre-approved.
Alternatively, we have in place overtime monitoring capability to provide an early indicator
of staff with hours nearing or in excess of overtime limits. In addition, we have eliminated
the occasional practice of staff on overtime performing light maintenance services such

as painting.

Desk Procedures for Industrial Accident Cases

In 2001, the State legislature modified Labor Code Section 4850 to include designated
Probation Peace Officer positions. This Code provides the designated positions,
including juvenile hall and camp Peace Officer positions, with up to one year of 100% tax-
free salary continuation for time away from work resulting from an industrial injury.
Probation's workers’ compensation costs and workload increased almost 50% in each of
the two years that followed the modification of Labor Code 4850. The legislative change
did not provide an incentive for staff to rapidly return to work following recovery from an
injury. It was also during this time that the State legislature passed the Family and
Medical Leave Act (FMLA), providing all employees with the opportunity to take a
designated number of days away from work for medical care or to care for a dependent.
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The A-C's audit sample represented workers' compensation cases that were several
years old, coinciding with a time period when the Department's Return-to-Work (RTW)
Unit staffing had been decimated by rapid turnover of staff leaving to go to departments
with lower and less complex caseloads. The Department had no centralized caseload
management system, no process for tracking due dates, essentially triage casework, and
the County was changing its Third Party Administrator.

In FY 2007-08, Probation received Board support for additional staffing, and recruited
new leadership and expertise for the RTW Unit. In the year that followed, we began
active participation in the CEQ's Risk Management RTW fraining program, and achieved
full and stable staffing. Since then we have implemented a RTW database to track all
workers' compensation and long-term medial leave cases, and rolled-out desk
procedures modeled after the CEQ’s recommended practices. Probation has recently
been recognized as a leader in early return to work programs such as “work hardening”,
and for the cost avoidance we have achieved by reducing the average length of time staff

are off due to an injury.

We appreciate the work of the A-C staff to identify weaknesses in our operational
processes, and the resulting recommendations to strengthen our systems of internal
control. If you have questions or need additional information, please let me know or
contact Robert Smythe of my staff at (562) 940-2516.

RBT:rs
Attachments
v William T Fujioka, Chief Executive Officer

Robert Kalhunian, Acting County Counsel
Sachi A. Hamai, Executive Officer, Clerk of the Board
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